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Abstract 
This study explores how diversity is related to performance at work. Although more organizations are integrating workforce 
diversity as part of their business strategy, diversity is often portrayed as a "double-edged sword" in contemporary organizational 
theory. However, in spite of numerous research endeavors, the impact of team diversity on team outcomes is not clearly 
understood. Moreover, it is still not clear when and where to apply diversity. Considering that the studies on diversity-
performance relationship have been focused on whether diversity is beneficial or detrimental to team performance, the need to 
figure out in which team settings the diversity plays a critical role on performance emerges. Taking a social network theory as a 
 a critical role in determining team performance.  
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1. Introduction 
U.S. corporations are trying to achieve new levels of competitive advantage through the strategic utilization of 
the variety of talents in their heterogeneous employee populations. In doing so, organizations are increasingly 
integrating the diverse backgrounds, knowledge, and expertise of employees within work-team structures. As a 
result, using teams consisting of members with varying abilities and backgrounds is becoming a growing practices 
in modern organizations. Diversity in teams, however poses both opportunities and threats. If managed properly, 
team heterogeneity can create a significant operational synergy, whereas mismanaged team diversity can become a 
major impediment to optimal functioning because of intra-group conflict, miscommunication, and lack of trust 
(Jackson, May, & Whitney, 1995; Jehn, Northcraft, & Neale, 1999; Watson, Kumar, & Michaelsen, 1993).  
Diversity researchers have attempted to solve these apparent contradictory effects by looking at contingencies 
and mediating processes to understand the relationship between diversity and outcomes. Recently, however, the 
debate regarding diversity and performance has been reframed in terms of social networks (Mayo, 1999; Reagans 
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and Zuckerman, 2001). In this view, networks are considered key mediating factors that relate group composition to 
group outcomes. The composition of the group would shape the configuration of the network, which in turn will 
have an effect on team outcomes. A social network paradigm has great potential to shed light on this area.  
In spite of numerous research endeavors, the impact of team diversity on team outcomes is not clearly 
understood. Moreover, it is still not clear when and where to apply diversity. Considering that the studies on 
diversity-performance relationship have been focused on whether diversity is beneficial or detrimental to team 
performance, the need to figure out in which team settings the diversity plays a critical role on performance 
emerges. The need will help managers to further capitalize on the potential opportunity that diverse work teams can 
offer.  
2. Theoretical background 
2.1. Diversity 
The workforce is becoming increasingly diverse on a number of dimensions. Although differences among 
similarity-attraction theory suggests that people prefer 
similarity in their interactions. Likewise, theories of selection (Chatman, 1991) and socialization (Van Maanen and 
Schein, 1979) promote similarity in values and demographics as the basis for maintaining effective work 
tivity theorists 
(Amabile, 1994) have been singing the praises of diversity in workgroups. But empirical research on the effects of 
diversity has produced mixed results. 
In some studies, diverse groups have been shown to outperform homogeneous groups (Jackson, 1992). In 
contrast, other studies have demonstrated that homogeneous groups avoid the process loss associated with poor 
communication patterns and excessive conflict that often plague diverse groups (Ancona and Caldwell, 1992). 
Considering these debates regarding the diversity-performance relationship, it is not at all surprising that Williams 
versity research concluded that there are no consistent main effects 
of diversity on organizational performance. They proposed that a more complex framework and a more complex 
conceptualization of the nature of diversity are needed to study the impact of diversity. 
theory as a mechanism linking diversity and performance. I thus provide a more detailed model of the process by 
which team diversity affects performance than past theorizing. 
2.2. Social Network 
A social network is a routine pattern of interpersonal contacts that can be identified as group members exchange 
information (Monge & Eisenberg, 1987). The social network perspective draws on the patterns of interactions and 
exchanges within social units to explain outcomes experienced by an actor (Borgatti and Foster, 2003). The basic 
components of a social network are nodes and ties. Nodes could represent individuals, groups, organizations, cities 
or even countries. Ties usually represent relationships of any kind among nodes. When work groups are viewed 
through a social network lenses, the nodes refer to individual team members and the ties represent relationships 
among group members. The link or tie is the basic building block of the social network. A link is not the property of 
any single individual; rather, it is a relational entity that exists only if two individuals are considered together. The 
content of this relation defines the nature of the network. 
Research studies at the whole network level, however, are very rare. In this study, I am focusing on the mediating 
effects of network density and network centralization on the relationship between diversity and outcomes. 
Moreover, I seek to find in which team setting the diversity plays more critical role in determining overall team 
performance. 
 
461 Eunsung Lee /  Procedia - Social and Behavioral Sciences  81 ( 2013 )  459 – 464 
3. Research hypothesis 
While local structural holes hinder internal coordination and the team's capacity for collective action, ties that 
bridge across holes outside the team generate "information benefits" because they represent points of contact into 
different network clusters, each of which tends to represent a relatively non-redundant concentration of information 
and resources (Burt, 1992; Reagans, Zuckerman, and McEvily, 2004). Such boundary-spanning ties provide access 
to a broader array of ideas and opportunities than do ties that are restricted to a single cluster (Granovetter, 1973). 
Researchers who are optimistic about diversity's effect on performance ground their views in this logic. According 
to optimists, teams that draw members from diverse demographic categories benefit because such teams generate 
links between people with different information, resources, and perspectives. The greater range associated with 
diversity enhances the team's capacity for learning and creative problem solving (Ancona and Caldwell, 1992). By 
introducing divergent thoughts and opinions, external range enhances performance (X,> 0 infigure1). 
 
H1 : Diversity will have positive effect on team performance. 
 
Each of the two opposing perspectives in the debate about the performance implications of demographic diversity 
relies on one of the two network-based mechanisms discussed in the social capital literature : network density and 
network centrality. Furthers, in these two mechanisms may operate independently, the apparent opposition between 
them is largely illusory. Those who are pessimistic about the performance implications of diversity(O'Reilly, 
Caldwell, and Barnett, 1989) tend to stress the importance of network density for reasons that are similar to the 
arguments advanced by scholars who stress the importance of social network "closure," or tightly connected 
networks, for providing social capital. To the extent that closure promotes the development and enforcement of 
norms and in so far as these norms emphasize high performance, increasing network closure can be expected to have 
a positive effect on performance(Homans, 1950). Thus, assuming such norms are present, pessimists see 
organizational diversity as problematic because diverse teams are unlikely to assume a cohesive, community-like 
character (O'Reilly, Caldwell, and Barnett, 1989). In this view, demographic diversity reduces internal coordination, 
which hinders a team's ability to succeed. 
 
H2 : Network density will have positive effect on team performance. 
 
Network centralization also has important implications for team effectiveness. Early studies on group 
centralization suggest that centralized networks are detrimental for the performance of complex tasks (McGrath, 
1984). However, on the positive side, the studies reviewed by Shaw (1964) showed that for simple tasks, highly 
centralized networks were more effective. In the case of diverse teams, centralization may help team members with 
different backgrounds to coordinate their actions. A centralized group reduces uncertainty and members of diverse 
teams may find it easier to get along with one another in this type of centralized structures. Centralization may as 
well help reduce conflicts by assigning central roles to individuals who can bridge different cliques in effective 
ways. In this case, moderate to high levels of centralization may result in higher quality of group processes and 
higher performance. 
 
H3 : Controlling for the complexity of the task, network centrality will have positive effect on team performance. 
 
knowledge available to whole or
integrating people and structure to move an organization in the direction of continuous learning and change. Thus, 
learning organization involves an environment in which organizational learning is structured, so that teamwork, 
collaboration, creativity, and knowledge processes have a collective meaning and value. Organizational learning 
culture, by definition, refers to an organization skilled at creating, acquiring, and transferring knowledge, and at 
modifying its behavior to reflect new knowledge and insights (Garvin, 1993). 
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H4 : Organizational learning culture will have positive effect on team performance. 
4. Method 
The study populations for this paper are seven Task Force teams with 74 members from three companies. 
Network structure measures  network density and network centrality  were calculated from the survey results 
that show the network relationships between team members. Density is a measure of frequency of exchange of 
communication and resources. Density is the proportion of actual to potential contacts in a network (Monge & 
Eisenberg, 1987). Mathematically, the density of a network is calculated as the sum of the average level of 
communication among pairs of team members divided by the size of the team.  
Measures were created to evaluate the diversity of the team based on three demographic attributes -sex, age, and 
tenure. Demographic attributes were coded as follows: Sex - it was measured by a dichotomous variable, with 1 
designating male and 2 designating female. Age - date of birth was recorded and then used to compute age. Tenure - 
it was measured in the number of years since the person first joined the company.  
The coefficient of variation (the standard deviation divided by the mean) will be used to obtain an estimate of the 
degree of team heterogeneity with respect to the two continuous variables: age and tenure (measured in years). 
that this index is the most appropriate 
choice for variables such as age. Also, previous research has found the coefficients of variation with respect to age 
 
Performance was measured as the actual output of the team. According to Hackman (1987
output of the work group should meet or exceed the performance standards of the people who receive and/or review 
performance were obtained by having the team leader evaluate the team 
performance relative to other teams on the basis of the actual opinions of clients and supervisors. All survey items 
were evaluated on a seven-point scale format, ranging from 1 = far below average to 7 = far above average. Items 
were combined into a scale by computing the mean on raw scores. 
5. Result 
Referring to SmartPLS version 2.0, Partial least square(PLS) was used for measurement validation and testing the 
structural model. Network structure for the study was calculated using UCINET 6.1. The individual item 
extracted (0.715~0.839) by the constructs for each team indicated that they had acceptable levels of convergent 
validity and reliability. For discriminant validity to be significant, the AVE from the construct should be greater than 
the variance shared between the construct and other constructs in the model. In all cases, the AVE for each construct 
was larger than the correlation of that construct with all other constructs in the model. Therefore, the structural 
model can be calculated.  
First, as hypothesized, intrinsic motivation has a significant influence on individual creativity for both TF teams 
(b=0.445, p<0.01) and R&D teams (b=0.489, p<0.01), validating H1. Second, the coefficient between organizational 
learning culture and individual creativity was significant for both TF teams (b=0.268, p<0.01) and R&D teams 
(b=0.235, p<0.01), thus supporting hypothesis H2. Third, degree centrality has a significant positive impact on 
individual creativity for TF teams (b=0.249, p<0.05) but has a negative influence on it in case of R&D teams (b=-
0.167, p<0.10), thus partially supporting H3. Finally, structural holes affect individual creativity significantly for TF 
teams (b=-0.008, n/s) and R&D teams (b=-0.161, p<0.10). H4 is also partially supported. 
6. Conclusion 
This study has a key finding that is validated by empirical studies with two different team types. The results 
confirm the moderating effect of team types on the relationship between diversity and performance. In the case of 
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R&D team, which is representative of a short-term team, diversity does not play a critical role in the 
positive/negative direction of performance. In other words, managers of R&D teams need not consider diversity of a 
team as an important criterion when selecting team members. In the case of production team, which is representative 
of a long-term team, however, diversity plays a critical role in the determining team performance. I hypothesized 
that diversity in long-term team will have negative impact on performance, but it is partially supported, meaning 
there may be other moderators between diversity and performance. Figuring out what those moderators would be 
will be on the hand of future research. 
Although a considerable body of work has been done around diversity-performance relationship, previous 
literatures have been focused on deciding whether diversity is beneficial or detrimental on performance. They have 
good or bad and embraces the diversity as the way it is. Accepting that diversity is unavoidable in virtually every 
team type, I looked into the way diversity plays in different team settings. There are some team types in which 
mance. 
Although the results in this paper do not give us a clear picture of the role diversity plays in each of the team types, 
when it does, HR managers or team leaders will have insights on how to design their team. 
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